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Response to the Inspector Ceneral
Survey Report as Related to the Position
Management and Classification Functions
- of the Office of Personnel

1. - Tntrodgg@ion

a. The importance to the Agency at large regarding the
directions and decisjons made relative to the future of the position
managenent and classification function is vitally significant and -
warrants a fuller response and specific recommendations by the Office
of Personnel on the subject aver and above directing comments only to
the specifics of the 1G Rgport per se, '

b. " The Position Managemeat and Classification function of
CIA, other liederal agencics and organizations in private industry is
acknowledged by managerial “experts" as one of the most.vital and
sigaificant clements of any large and compiex organization's personnel
management pregram. It is the position management and classification
Tunction that permits top management of an organization to translate
raw personnel ceiling and manpower budgetary allocations into organi-
zaticnal and graded position stiuctures as a basis for the recruitment,
assigmment, retention, and promotion of the workforce to accomplish
the missions of the Agency. Inherent in the position management and
classification pregram is the nced to maintain job/pay equity for
comparable positions throughout the tctal organization, rcasonable
copparability with similar jobs outside the orgenization (to assure
competitive status in the vecruitment of qualified applicants and ihe
retention of the onboard workferce), and permit Agency control over-
average grade levels and preclude unjustifiable uvpward crecp in payroil
costs. :

c. The Inspecter General tcam was seriously limited in
terms of the time available to them to fully rescarch a technically
camplicated professional function of considerable import to the Agency,
and based many of their conclusions on "customer! rcactions, scme quite
valid but many quite superficial. Nevertheless, the IG tesm made a
credital le effort to explore the PMCD function and developed a nunber
of conciusions and recomiendations worthy of consideration and action.

2. Background
a. One of t! dynamic factors central te the evolving scope

and strocture of the Ted ral Compensation System has been the changing,
naturc of the workforce uceded by the Federal Government to perform its
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mission, The growing conplexity of the Federal mission has led to a.
parallel growth in the yariety of skills required in the lederal work-
force, as reflected in the great number of distinct occupations and

jobs found today in the Yederal Govermment. Tt is the task of the
classification and pay system to keep pace with these developments in
order ‘to cstablish fair and cquitable salary distinctions among the
myriad occupations and jobs in the Federal scrvice. The nced to estab-
1ish and maintain this appropriate internal alignment of poy rates within
the Federal service has been a continuing problem for Congress and the
IExccutive Branch. ' -

b, Over the ycars, the Tederal Compensation System has
developed from a simple, almost ad hoc, process to the current hiphly
structured and intricatc system,” According to legislation passed by
Congress in 1795, agency heads could use their own -discretion to deter-

'mine how many clerks -to.hire and how much to pay them, provided that
the agenciecs did not cxceed either their gppropriations for salavies

or the maximum salarics cstablished by Congress, From 1818 to 1830,
Congress used what came to be called the "Statutory Role' systcm of
_appropriating money for Federal salaries, A specific ndmber of clerks
was allocated to ecach agency, and a ccilirg was placed on salaries,

not only among but within agencies. With the growth of Federal service
and proliferation of agencies, Federal caployees began voilcing coniCri
about the lack of systematic internal aligmment in the Federal service,
For almo$t a hundred ycars, Congress recognized the need for sowe means
of attaining this goal but it was not until the Classification Act of
1923 that Congress cstablished a formal policy of systecmatic interaal
alignment. Such a policy was expressed in that Act as requirving "equal
pay for equal work' for all cmployees subject to the Act. This policy
was realfimmed in the Classification Act of 1949 which created the
present Ceneral Schedule {GS) Systom. Although CIA was excmpied from
the Classification Act of 3349, the Agency is on rccord that it would
follow the basic philosophy and principles of the Act. Y

) c. During the past cighteen months there have been voiced

a number of additional concerns relative to Federal compensation ¢nd
the job classification cffort, In early 1975, President Tord expressad
his concern over rising personnel costs in Government and asked the
help of licads of Departments and Agencies in slowing the upward trend,
CIA's support for these efforts was reaffirmed in May 1975 in a leiter
to the Director of OMB in which our scheduled position management/
classification surveys were listed as one means of insuring maximum
cfficiency and cconomy in the use of personnel. The Civil Service
Commission in its report to the President also listed position manage-
ment and classification as onc of several planned CSC initiatives to
promote cost reduction in persommel management, Additionally, 1he
Comptroller General's Report to the Congress in December 1975 stated
that the classification of Federal White-Collar Jobs should be better.
controlled, Specifically, the Report stated that "wesk controls and
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pressures exerted on job classifications have resulted in overgraded
Federal positions,' and that 'top Federal management nust amake a com-
mitment to improve job classifications and to orgmnize the work of -
I'ederal Departments and Agéncies cconomically,®

3y General

a, ‘The IG Report identificd many of the problems encountered
in the current operation of PMCD's Position Management Program, As
noted in the IG Report, PMCD has recognized these problems and has
taken a number of corrective measures to improve PMCD staffing and
develop clearer, more precise position standards and evaluation systams.
Unfort:mately, the IG Report contained a number of misconceptions con-
cerning the operations, methodology, and goals of PMCD's Position
“Management Program, The Report relies heavily on Agency cowponent
customer recaction and interpretation of PMCD's program, and it is
possible that this factor led to many of the apparent inconsistencies
and misunderstandings contained in the Report, The lack of authoritics,
and appeal and cnforcement systems identified in the Report are cextainly
valid and critical elements relating to the improved performance of the
program. llowever, the recommendations and conclusicns made by the IG
in its Report do not address the resolution of these problem areas
within the context of job/pay equity.

b,  As outlined im the IG Report, there is a fundamental
requirement to cstablish and maintain an Agency job/pay caquity system,
and PMCD is now the heart of the Agency system which vepresents to OB
‘and CSC sn active, demonstrable effort to enforce.CIA’s policy of yencral
conformance to the concepts and principles of the Classification Act of
1949. PMCD performs these functions through a program which includes
a combination of periodic entire component surveys; surveys and revicws
of component partial reorganizations as required, and individual position
reviews requested by components. All of these methods involve similar
clements of cvaluation based on comparisons with established CSC and
Agency standards, comparisons with other positicns within the Ageuncy,
and comparisons with positions in other Covernment organizations and,
in some cascs, private industry. Since the Agency is commitfed to follow
the basic philosophy and principles of the Classificaticn Act, PMCD's
position management program represents an adaptation of Government wide
pay and classification legislation and policy basced on these principics.
A radical departure from thesce norms would open the Agency to serious
criticism and questions concerning the validity and equity of its posation
and pay structure. :

C. Although CSC position standards are utilized as an integral
part of the Agency classification system, PMCD has long recognized that
these standards cannot be applied rigidly in cvaluating Agency positions.
The mission of the Agency and the environment in which 1t operates necessi-
tates the consideration of unique {unctions in many CIA positions that
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arc not found in positions clscwhere in Goyernment, Becansc of this,
PHMCD has used the CSC standards as general guidelines in cvaluating
occupations and positions according to such factors as the skills,
knowledges, and responsibilitics incorporated at various grade levels,
as a basis from which to evaluate the additional unique functions found
in many Agency positions, In addition to these general guidelines,
position audits are conducted to clarify the specific responsibilities,
functions, and peculiaritics of the positions being reviewed, as well
as the incumbent's involvement in the component's programs, Position
evaluations based on comparisons without detailed knowledge of the
functions, responsibilities, and program involvement would result in a
superficial and unacceptable allocation by title and pattern.,

d, = The classification of positions cannot involve merely
the review of the specific position in question without some under-
standing of its relation to other positions within the organizatica in
which it functions. Many organizations can efféctively utilize the
traditional hicrarchical stiucture effectively, while others can nore
effectively utilize a lcss styuctured or team concept. The type, level,
and fluctuations of workload requircments must be considered to insure
that the position allocations not only mect the principles of proper
job/pay cquity, but are also responsivé to the needs of the organization
concerned,  Because the methodology of PMID's Position Msnagement Prosram
incorporates all of these factars in the allocation process, it is
difficult to understand the IG comment that "PMCD considers only hier-
archial organizational structures, makes position comparisons by title
and yrade rather than by specific factors and responsibilities, and does
not consider workloads when recommending professional-to-clerical ratios,
It is precisely the manager's constant need to restructure his rescurces
and adapt positions to the talents of available personnel that underlics
the basic function of position menagement as performed by PMCD. For
these rcasons, the 10le of PMCD has for several years included not only
classifying, or pricing, positions but also the functicn of position
mandgement which incorporates consideraticns of organizational structure
and position rclationships.

c. An important part of PMCD's position management progran
is the Periodic Survey Program instituted approximately five years g0,
This program was designed to include a complete position review of cach
Agency component by PMCD once cvery three years, It was instituted to
address many of the arcas in which the 16 noted componient criticisms
and does in fact provide feedback to component management concerning
the overall structure and organization of the component. This fecdback
usvally involves comments reparding under-utilized manpower, duplication
of work cffort, imclear supervisory channels and other related itess,
It is provided with the full recognition that it is the manager's pre-
rogative to accept or rcject the organizational and management related
recomnendations.  Such recommendations, however, are based on total
conponent survey audits in which the ‘employces themselves have provided
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nuch of the information concerning the problem areas, The condict of
these surveys, either in temms of the cyaluating position lcvels ond
structuies or in terms of providing feedback to management concerning
apparcnt organizational anomalies, is entirely within the capabilitics
of a profcssionally trained GS-12 or GS-13 Position Minagement Officer
who functions as a specialist in cvaluating positions and position
structures,

£, Criticisms relating to the delays in obtaining and com-
pleting PMCD reviews are valid in many cases, In terms of workload,
the Position Management Officers in PMCD are presently responsible for
approximatcly three times the number of positions handled by classifiers
in most other Government organizations, ‘his workload has been further
compounded by the requirement to allocate cxtensive time and resources
te develop an Agency variation of the new CSC Factor Bvaluation Systen
and to cvaluate Agency positions for inclusion under the Fair Labor
Standards Act, To counter these problems, PMCD has incrcased its
staffing through the recent assignment of several trainces and is
attompting to retailer its component survey progrom to reduce the nurber
of surveys to those in particularly critical areas,

g. In addition to these arcas of possible improvement in
the current Position Minagement Program in the Agency, the IG Report has
validly identified scveral fundemental issves which greatly impact on
the effectiveness of the program. The issues of unclcar control authoritics,
and the need for cffective formal appeal and enforcement systems, have a
dlrgc? bearing on PCD's cffectivencss, and therefore on the Agency's
position management program. However, the IG recommendation that these
tssues be resolved by Jelegating to Deputy Dircctors the authority to
“establish positions and to hear and decide classification appezls weuld
llke}y result in a large sacrifice of position grade equity and progrom
quality. In addition to a loss of equity, expericnce has shown that a
decentralized system usually requires greater manpower to accomplisi the
stme’ tasks than would a centralized system. Decentralized classificaiion
systems have already been tried in the State Department and in other
Govermmental organizations with distressing results. - To insure thit ihe
Agency is not subject to unwanted criticism, the principle of equal pay
for cqual work, or job/pay cquity, wust be maintained. Such equity
must be maintained not only within individual components, but also within
the Agency as a whole with an additional relationship to Government-wide
pay equity. Unfortunately, experiments with decentralized classificaticn
hive demonstrated that managers are much teo close to their progrems ond
their personnel to maintain an objective approach to classification.
The results genierally have been the crcation of disparities snd a ruscive
escalation in grade levels followed by a return to a contralized classifi-
cation systom in those cases where position classification systems were
subsequently audited by @n authoritative objective body, ‘'he damage is
not casily corrected, however, Nevertheless, there is a critical need .
for more direct participation and substantive contributions by operating
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component representatives, clearly defined authorities and the institution
of definitive appeal and cnforcement systems in the Agency i€ there is

to be a significant improvement in the effectiveness of the Agency's
position management and classification program, Onc alternative vhich

has not been honestly addressed through the ycars of discussion of this
problen is that of authorizing PMCD to implement its decisions on

position grades without delay, subject to any desired appeal by com-
ponents, This would (1) provide the sought-after efficiency through

the climination of intcrminable nmegotiations and discussions; (2) remove
the possibility of ignoring findings without implementation; (3) rcduce

the nuber of appealed cases to a manageable number by centeving on

those that are rcally defensible and those in which erroncous classifi-
cation judgments have been made, Although it has been stated that appeal
mechanisms outside the Directorate involved would be unworkable becavse of
the lack of subject expertisc of the appeal body, similar mechani=ms are
nevertheless broadly and satisfactorily applied in other arcas such as
those involving judges and arbitrators where the prime requirement is

the weighing of the presentations of ‘opposing substantive ecxperts, ‘here
is littic Tcason to belicve that it could not work in Agency classification,

4,  Specific Responsc to IG Introductory Remarks Concerning
PMCH (Tab G

4d, "PMCD's contributions toward establishing and monitering
" " job/pay equity arc relatively ineffective at grades
GS-14 and above, .+ . its downgrading recommendations
soimetimes restrict future headroom but have little
cffect in the sense-of causing transfers or demotions
of incumbents., As one scnior manager puts it, the out-
come depends on how well the Office 'snows' PMCD."

Comment ; .
-~ » -
: Concevn for cstablishing appropriate and cquitable position
prade levels uust be a joint responsibility of component smanagers and
TDMCD. It is not PMCD's intent to cause a dewmotion or an immediate
transfer of incumbents when positions arc.downgraded® the flexibility
of the Agency's staffing system (flexible positions, PRA's ¢tc.) could
casily preclude such vesults in any event. The PMCD objective is 190
properly grade cach position; in terms of mznaging the Agency's rosources,
theTe is Teason to expect that managers should have the same gbjective,
The phrase 'how well the Office ’snows' PMCD implies that managers do
not want positions properly graded,

‘5, M. . it is iaportant to mote that upward grade creep

in CIA is not significantly different from that experi-
enced in most other Federal agencies."
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- Commnent:

A more dramatic and costly incrcase in the position gradc
pattern of the Agency has not been experienced only as a result of
continuous and positive monitoring by the (Office of Pecrsonncl whereby
unjustifiable incrcuses in position grades have not been authorized,

Tn recent months, the President, the Director of OMB and the Comptroller
Ceneral of the United States Have cxpressed concern over the nced for
Agency top management to institute measurcs to reduce the cscalation

of manpower costs and can be expected to take action if the upward
grade creep is not contained, T

6,7,9 'Agency managers . . . allege that PMCD personnel do

""""" do not understand Agency functions and positions,
much less their importance and uniqueness, and insist
on using Civil Scrvice standards of position classi-
fication which many think are not applicable to the
Agency !

"CIA follows.the Civil Service wage and grade struce
ture, but the dynamic nature of the Agency's unique
role has resulted in management innovations which are
not typical of the Civil Service tradition,"

"Tn reviewing a number of PMCD surveys, we find some
validity to the frequently veiced assertion that PRCD
bases its judgment too closely on Civil Scrvice pre-
cepts. . . .It gocs to some lengths to corrclote
CIA positions (which are frequently unique to CIA)
with positions cisewhere in the Government, e.g., #D
NSA journeyman computer programuer is s GS-12; theve-
fore, a CIA programmer, who may in aciuality work with
o a much more complex system and set of problems, should
be comparably graded. We find many exanples wheie
PCD use! comparisons which we judge to be invalid,
e.g., we do not think a DCD contact officer should be
compared with a DDO case officer to cstublish graode
equity."

Comment: -
The allceation that PMCD personnel do not understand Agoucy

fimctions and positions is overstated, Regardless of the classiftier's

jevel of experience or the extent of prior knowledge of a component,

he can call upon the kuowledge and experience of a number of other PHCD

officers who have previously surveyed the component, and he also has

at his disposal a wealth of previously acquired mission and functicn

data together with specific position information which is maintained by
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PMCD relative to the particular component, There is little chance that
the PMCD officer, in conducting a complete component: survey, will not
have a very clear understanding of ithe component's mission and furctions.
"Also overstated arc the IG's views rcgarding the "uniqueness'!
of Agency positions and the PMCD reliance on CSC standards for allocating
positions, Although PMCD utilizes CSC standards for guidance and makes
external comparisons when applicable, the majority of grade allocations
arc made on the basis of comparisons with other positions within the
CIA, If, in fact, PMCD cvaluates positions strictly by (SC standards,
mamy of the Agency's positions would be found to be overgraded by og@ATINTL
to thrce grades, By the same token, it is doubtful that GAO avditors
would accept the view that standards which apply to nearly 2 million
civil employces have little or no application to thc*mnploywses
in CTA, While therc are positicns and functions in the Agency which are
unique to the Federal structure, the uniqueness is not all-encompassing
of all positions and functions. A majority of position functions fit
the normal definition as they would fit in other Federal stiuctures.

The Office of Persomel recognizes the value and importence
of greater substantive participation by reprcsentatives of the operating
compenents in the pesition classification function and strongly recom-
mends formal represcatation, both as rotating members of the PMCD team
organization and within the component under classification survey,

The validity of judpments in position grade adjudication actions can

only be cnhanced by such direct participation,

8. - "There is an inherent incompatibility DLetween PMCD!'s
preoccupation with fixed, unchanging positions and
managers' preoccupations with adjusting positions
to fit changing pcople,®

-+ Comnent: ’ .

. There is no PMCD preoccupation with fixed, unchanging positions.
Indeed, one of the primary objectives in conducting position managemnent
surveys is that of determining whether position duties and responsisilities
have changed and making any necessary adjustment in the position grades
(upward or downward) to maintain grade equity within the Agency.

10, . "We feel there is some confusion in PMCD as to its
appropriate role, i.e., whether to cnsure job/pay

equity or to control the rise in average grade and
the like,"

- Comment :

The confusion is not apparent in PMCD, There may be confusicn
regarding the source of authorities in these and other areas, but not
in the analytical roles to be played in the Division,
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STATINTL

Licrellt 1CCcomiendations were made 111 the Ttwo survey

L]

« 17, '"We suygest that the (PMCD) permanent staff be given
periodic persomnel officer rotational assignments to
other Agency components, perhaps two or threé during a
carcer, to obtain a different perspective and to gain
more expericence with the problems cf other components,'

Comment :

. Approximately 70% of the current PMCD staff has served in-
other Agency components for one or more tours and more than one-third
have scrved tours overseas. 'The Office of Personnel (2s stated buotfore)
strongly recommends augmentation of the regular PMCD stalf by rotatioas

- of substantive carcer officers from each of the Directorates.

18,19, "Soime managers argue for decentralized position
managonent and classification. They suggest that !

professional job classificrs be assigned to Dirvector-
ates, or cven to large components, and that job
clossification be donz wholly within such units.
They feel that existing coustraints on numbers of
positions, senior slots and average grade are ude-

. quate to prevent cmpire bullding and that, within
these constraints, they are best able to decide
how to organize their canmponents and assign grade |
values to positions,"
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U"Such a decentralized system is in effcct at the
Luergy Rescarch and Povelopment Administration (GRDA)
and it reportedly works cffectively, However ERDA
uscs a standardized system for cvaluating its
: relatively homogencous positions and managers have

' : been trained in and are involved in the application
of this sytom, thus cnsuring a certain amount of
job/pay cquity within ERDA, TFrom this and other
examples, it appears-that a decentralized system cin
work satisfactorily in some organizations if systom-
atic position standards have beon developed and
managers understand those standards and are willing
to devote time to their application,"

- Comment:

As noted earlier, the results of decentralization in other
agencies have renged from unsatisfactory to disastrous in terms of
maintaining Agency-wide grade cquity and controling grade escalation,

With reference to ERDA, it is correct that their classilication
system is decentralized. The LRDA system, which is essentially based
upon a Benchmark/Factor Evaluation and Standards program, does not,
unfortunately, include any centralized oversight mechanisin to ensuve or
enforce job/pay equity for comparable positons within the LRDA stiuciure
and no effective control on the justification of position grades other
than ceiling, budgetary, and average grade limitations imposed externally
by OMB. The Inspection team's conclusion "thus ensuring a certain anount
of job/pay cquity within #RDA" is not based on a full undevstanding of
the BRDA system. It is our impression that the IG team extracted its
ERDA comments from the Hrcport and made additional assumptions
without contacting LRDA directly. Iqually questionable is their state-
ment that "From this and other examples, it appears that a decentralizec
system can work satisfactorily.'" We know of no such examples, although
we would be first to agree that, cven under a centralized systan,
cffective standards and management involvement are necessary.

20,21. "The Civil Service Commission is developing a
position classificstion methodology called the Factor
anking/Benchmark System, . « Those who are
familiar with the systom are enthusiastic over its
potential and cite as its advantages that it is
casy to understand (and) . . ., is a more accurite
way to grade positions, + + PMCD has established
a scparate Branch to develop this sytem for Agency
use, !
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"The Inspection Team was impressed with the potential
of this system and urges the carly development and
usc of an Agency version to improve both posifion
classification and comsunjcation on that subject
between PMCD and components,'

’ pféixyj'léllt :

As noted, PMCD has alrecady realigned its organization and staff
assignments to develop the Federal Factor Ranking/Bcnrwmark System for
application within the Agency. The Civil Service Commission is charged
~with developing the primary guidance for this Govermment-wide system

threugh the Job Evaluation Pclicy Act of 1970, In, this statute 1t is
stated that '"Title II - Statement of Policy, Sec, 201: It is the sense
of Congress that -

' "(1) the cxccutive branch shall, in the interest of cquity,
efficiency, and good administration, operate under a coordinated job .
cvaluation and ranking systom for all civilian positicns, to the greatest
extent practicable;

"(2) the system shall be designed so as tc utilize such
methods of job evaluation and ranking as are appropriate for use in the
exccutive branch, taking into account the various occupational categoiies
of positicns therein; and '

'"(3) the United States Civil Service Commission shall be
authorized to cxcercise general supervision and control cver such a syston'

We support the IG's views that these efforts be continued.

22, “Although most authority in CIA is delegated to the Deputy
Ditrectors who supervise the four semi-auteonomous Direcior-
ates, the Agency must operate as a single organization in
its rclations with the rest of Govermment, including its

ot confomance with mannlwp and staffing rv]cs and restrictiors

' These require that job/pay cqu1tv be maintained and moh;xw»ﬂu
throughout the Agency, not just within the Directorates.

. . e questlon however, whether the Director of Persor vl
needs to retain dULthLJQHtLOﬂ control of oificial Staffiny
Complements. '

Commient 2

The Tnspection team's logic in this paragraph is unclear. “he
"authentication control" of the Director of Personnel is synonomous with
Clnll approving anthority (or an acticn. The wobitoring function to

ssure that job/pay cquity is maintained throughout the Agency would
Toqu1re retention of a final “authentlcatlon” authority if it is to be
meaningful,

11
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25_ v, . . We also question the infallibility of DTMCD's
judgement, This is not interded as criticism of I'MCD
or its persomel. They arc not and cannot he specinlists
in all the organizations of position (iclds they are
analyzing; therefore, they will make errors in judgaient
- and their decisions should be subject to review and;
if necessary, reversal,"

Comnent:

PMCD has never claimed infallibility in its judgments, They
are however professionally accountable in terms of developing the best
possible data on which they vender judgments, lore participation and
input by knowledgeable substantive officials is cssential and necessury
in the position adjudication cffort, A formal appeal mechanism for iinal
review and decision of unresoived d1ngrcomen1s should be installcd,

- 27, 29, 31. "The main ploolenlxui}tthn Director of Perscnnel/

7 DDA appeal route lies in the mumber and complexities
of the disputes. Effective and cquitable resoluticn
of them all would require amounts of job knowlcdge,
position classification knowledge and study tine
that are simply not available to those with the high
level of authority and respect needed to amposc an
undesired solution on a Deputy Director, Creaf ion
of an appeal authority outside the four Dircctoreates
¢ « « would face the same set of problems,!

"We conclude that therc are only two soluticns
available, The present sytem, lacking real cnzorve-
ment authority, can be co1L1nvea.ﬂnd,probubly be
improved . , . but , . . most of the fundamental
problems would remain. The other choice is 7 . .

to make the Deputy Directors the appeal and dec inéﬁw
authority, while preserving the Director of Peiscimel!
capability and responsibility for monitoring their
actions."

"No proof can be offered that the ouvtcome oi the
<lift in authority described above will be good,
bad or indifferent, We are pursuaded, however.
that the risks of serious degradation are not yreat
. « . @ad return to the present system would be
ossible if we arve proven wrong."

Conment.:

In the course of any given ye several hundreds of positions
are surveyed and adjudicated without qcrwous disagrecment between Fi4D
and the operating officials concerned, There are nonetheless, a urber
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of issues which arise where honest differences of opinion cannot be
resolved, My "issues' have their origin in terms of the operating
manager's vicw that PMCD is intruding in the menager's arca of authority
and have no "right'" to vender opinions let alone judgments on these
matters. -fhese managers are strong advocates of decentralization of
classification authority to their jurisdiction,

The IG has indicated that only "wo solutions! are availible,
The Office of Personnel believes a 'third" alternative must be confiymed
that will rcaffimm centralized authority for the Agency's position manage-
ment and classification function but provide for more extensive sub-
stantive office participation in arriving at judgments ond finally previde
a formal and impavtial appcal mechanism to resolve diffcrences,

Organizations that have experimented with decentralization of
the position classification function have expericnced serious problems
as regards lack cf job/pay equity and grade cscalation, A ''return to

the present system'' would not casily correct the damage done. .
32,34,35,  "Headquarters Notice*7 Januvary 1972, STATINTL
established the Position Survey Program with the

aim of scheduling and conducting position and
manpower utilization surveys in all components
with the objective of achieving complete coverage
of the Apency each three years. PMCD is charped
with conducting the Position Survey Program,"

"Most component managers are cxtremely critical of
the PMCD periodic survey program, however,!

"One often-mentionad probiem is that PMCD's ionning
and priority system does not permit an early response
to a request for a reorganization-generated survay,
or rapid accomplishment oi the survey after it
starts."

Comment ¢

The criticisms cited by the IG arc valid in terms of czrly
response or rapid accomplishment of the surveys after they have been
started. PMCD staffing authorization simply have been inadequate in
terms of the scope of requirements imposed, Additioril allowsances have
been reallocated within the Office of Personnel's limited ceiling to
perimit additional stalffing in PMCD, Augmentation from the Directorates
would further assist to remedy this and other concerns,

38a, "Unresolved differences with PMCD periodic suryey
findings arc sometimes ncver formally settled . , . .
Thercfore, we believe the expenditure of three-six
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months of component and PMCD efforts at three year
intervals for periodic position surveys to be cxces-
sive when compared with the specific end resulis
achicved,"

"We belicve that static organizations should be
stbject to ., . , reviews , , . but at intervals
considerably longer than three years,"

- Comnent:
It is true that unrcsolved differences are sometimes nover

settled. v Nevertheless, in almost cvery survey a large majority of
existing grade allocations are reaffirmed by PMCD, This, to a considerable:
degree, cnsures that position grade equity is being maintained threaghout
the Agency, We agree, however, that certain organizations nced not be

surveyed as frequently as others. "lere again, a formal appeals mechanism

. would eliminate unresolved differences. -

RN

5. Specific Rosponse to 16 Conclusions

‘.
-

Conclusion G-1: SR w
This conclusion, if we read it correctly, would delegate the

Deputy Directors authority to allocate Agency positions with PMCD aciing

in an advising role, This approach might solve the customer-perceived

need to be able to allocate positions to the grades they desire but the + v
side effccts of overall Agency position grade misaligmment would negate

the primary reason for a job classification program as perceived by
Congress and in the spirit of the law, i.e., equal pay for cqual work,

PMCD, in an advisory role, would have little real control. As we lLiow,
even now with so called allocating suthority, PMCD has a difficult time
making. decisions stick., In our view, this conclusion should have eoted

for strengthening the present system by clear cut functional statemnts

and delegations of authority to the Director of Persomnel from the IXI

to perform the difficult tasks of position management and classificiticn

in a fair and equitable manper and with integrity on the sides of buth
-managers and position management officers. With the appropriate deleg:tien
of authority would come procedural improvements such as more timely
resolutions of suivey and job audit recommendations, ’

Conclusion (-2

The Director of Personnel, acting for the DCI, should be
required to monitor Directorate and ICI area adherence to cqual pay
for equal work (job/pay cquity) principles and to allocated manning,
average grade and senior slot limits, and to vecommend appropriate DCI
action in cases where he cannot resolve differences with the Deputy
Director concerned.
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Comment ;

The Director of Personnel now has the responsibility for,
monitoring adherence to cqual pay for cqual work and for rcporting
differences (including abuses) to his supcriors including the 1ICI,
This Lonclu91on simply reinforces that TC%pOﬂSlbllJty

COdLlUSlOH G-3:

In the arca of posltlon grade cvaluations, PMCD should:

a, Develop and maintain standards for position eyaluation
use,

b, DParticipate in and advzse on all position cvaluation
use,

c. TInsure that unresolved diffcrences with component
managers over position evaluations are brought to
the responsible Deputy Director for decision,

d. Inform the Dircctor of Personnel in cases when, in
the opinion of PMCD, decisions made by Deputy Dircctors
conflict significantly with equal pay for cqual work
principles or established pay policies, ec.g,, pay
scales for scnior secretaries.

Fomment

In regard to conclusion G-3(a), PMCD has instituted a position
standards program which in its implementation will be based on the noily
approved position evaluztion system for the Federal Covernment, i,c.,

_the Pactor Lvaluation System (FES), Fmbodiced in the PMCD standards
program will be particular concern for manager orientation and pariicis
paticn. (Mach of the problem in the Agency's salary and wage progiram
stems from the 1gnorance of, and indifference to, this vitally bmportant
function by senior mnanageme nL officials particularly and nost other
managers and supervisors generally, Millions upon nillions of taxpayer's
dellars are spent on employce salaries, yet it is doubtful if this
subject is wontjoncd in a single Anongy training course - management or
otherwise,) :

Conclusion G-4:

With regard to staffing complements, PMCD, in collaboration
with other Office of Personnel components, should:

a, lstablish stafling complement forrats

b, Compile, produce and disseminate staffing complvnvnis
‘uthuntlcatcd by the Deputy Directors and prod.uce
and disseminate 1L1atcd managenent information
reports,
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¢, Report to the Deputy Director concerned and to the
Director of Personnel any non-trivial continuing
instances when the totals of a Dircctoratels staffing
complencnts cxceed that Directoratels allocations of
manning, scnior slots or average grade,

- Comment :
This conclusion appears unnecessary, All of these things are
done now, '

Conclusion G-5:
' PMCD's responsibility for conducting periodic position surveys
should be modified, In this arca:

a.  PMCD should conduct periodic position surveys in
componients that have received little attention in
conjunction with reorganizations for s peviod of
about five years,

b.  The Dircctor of Perscmel should initiate special
PMCD position surveys in other cases where he hes
reason to believe that position classifications naed
revision,

g C.  Neither periodic nor special position surveys shorid
be allowed to interfere with prompt and rapid service
of reorganization or other more jmmcdiate needs for
PMCD assistance;

d.  During all surveys, PMCD should restrict its Tecan-
mendations regarding the organization and manaygement
of component personncl to cases where orgsnizaiion or
managenent is the dominant consideration in evaluating

SN position grades, )
T e.  PMCD should be permitted on its own initiative to
: audit positions in any component in order to obtain

data nceded to establish, maintain or iwprove position
cvalvation standards.

C(:»}}nnc)n»t :

A mmber of the conc¢lusions here are certainly well taken.
In our view, however, the conclusions should have related to what the
DCI wants in torms of a position wanagement and classification progran
and how many resources he is willing to comnit. Ideally (and as is
required by law for most other Ledoral agencies), all positicas should be
reviewed at least once a year, In addition, there sheould be provision
for position standards development, ad hoc and priority request resoluticrs,
and policy, nrocedural and technical wage review, research and development,

' 16
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Once PMCD is advised of its mission and is given the resources to
accomplish it, it can set priorities accordingly, PHMCD could then depart
from the long standing "all things to all men'' regquirement and focns on
those things management wants done and is willing to pay for.

- Conclusion G-6:

PMCD should accelerate the development and trial implemcatation
of improved position cvaluation standards and methods similar to the
Factor/Benchmark system now being developed by CSC for Government-wide
juplementation by 1980, Full CSC development of its system should not
be a prerequisite to development and trial implementation of an Agency
version,

f}ymnent: Ces

- The position standards program is discussed in G-3 above,
There was (and is) no intention on anyone's part to our knowledpe cither
inside or out of CIA to delay "the development and trial dmplementition
of an Agency version,!

Conclusion G-7:

The Director of Personncel should review and alter the orpaniza-
tion of and manpower authorized for PMCD as necessary to mcet its revised
mission,

a. It is important to note that PMCD manning must
permit prompt and rapid service of component nceds,

b. A program ol 'otating Office of Perscnnel people
with ecxperience as component support officers thruugh
3-5 year PMCD tours, and of rotating PMCD profcssiorals
through comporient support officer tours, weuld pro-
vide a valuable experience base,

Cc. Rotating personnel f{rom other Agency components thicugh
MCD tours would contribute mere speciric componant
knowldege and would be useful if the tours can be long
cnough for the votating personnel to develop and vse
job classification cxpertise.

Comnent:

We agree that PMCD manning must permit prompt and rapid service,
With respect to the votation of Office of Personncl people in and cut of
PMCD, this practice is alrcady being followed to some extent, The rotaticn
of officers from other Agency components is supported by the Office of
Persomnel, '
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6,.  Specific ROonnqc to IG Recommendations

The IG report lists three specific recommendations: -

a,

Comﬂ nt:

DCT delegate to the DD's authority to authenticate
Staffing Complementsy

D/Pers monitor DD job/pay cquity and allocation
controls;

D/Pers revise PMCD precedures, position surveys,

scheduling, and manpower as shown in G-3 throvgh
G-7,

Iy

Ve have addressed cach of the three specific ro;ommopaallon>

in our preceding responses and have commented on the problems of
of suthentication (i.e.
to the separate Dircctorates,

delesation
approving) authority for Staffing Complemcnts
In licu of restating ecarlier comments,

the Office of Persomel proposes the following alternative recommendazions:

a,

That the Agency maintain a.centrally-administered

position management and classification program to
assure ''single Agency' oversight in ensuring

adherence to the principle of "equal pay for emqual
work."

That the DCI establish, in Agency Regulations regarding
position management and r1a951f1catjon a cleavly
defined pollcy which:
(1) Delegates to the Director of Perscmel
the authority to implement his classification
decisions on positions, GS-15 and below,
within Agency ceiling and average. gr'ue
limitations, and
(2) Tormalizes an appeal and decision system
for the final adjudication of alSpULCd
classification declsions.

The Director of personnel continue the position
management. survey program as an essential element
in maintaining grade comparability.

That the Director of Personnel continue his efioris
in the developument of the Factor Fvaluation Sy:tan
and position stendards for Agency positions in
cooperation with Agency line managenent,
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¢, That the regular staff of PMCD be augmentoed with
the rotation of an officer, grade GS-13/14 lcvel,
sclected by each of the Deputy Dircctors, for a
two ycar tour with PMCD, to porticipate in position
classification surveys of components within his
parent Directorate,

£, That the Dircctor of Persomnel establish an Agency
position management training and orientation progream
to cducate management at all levels as to the
objectives and advantages of an effective position
management program,

19
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